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IMPLEMENTATION OF APPROVED CHANGES TN THE FITNESS REPORT PROGRAM

1. Background

a. On 1 June 1973 the CIA Management Committee considered the
Director of Personnel's report of his Review of the Fitness Report
Program. A copy of Mr. Colby's memorandum introducing this agenda
item is attached (Tab A), The report contained the following conclu-
sionsg and recommendations:

Conclusions:

(1) The job performance evaluation system should be designed to
promote communication and understanding between supervisors and em-
ployees with respect to the work at hand. It should be administered
to stimulate, motivete and encourage productivity. Ideally, the
system would formalize evaluations of performance which are already
known to employees through day-to-day communications with their
superiors. In this context, the employee should be aware of the
written record of his job performance and all items used to record
the specifics of that performance, and he should be permitted to
comment on the record if he chooses.

(2) An eppraisal system which is meant to inform employees con-
cerning their job performance must be designed and administered
quite apart from other systems which evaluate employees comparatively
in terms of such factors as career potential and promotability.
Appraisals of such factors as career potential and promotability
go beyond current work performance and involve elements and person-
to-person comparisons which would be counter~-productive if made known
to the employees concerned. The several Career Services have de-
veloped a variety of systems to facilitate comparative evaluations
of their members for such purposes as career development, assignment,
promotion and selection-out. They should be encouraged to continue
to develop and improve these systems as best suited to their peculiar
needs., It would serve no purpose to try to impose an Agency-wide
system or format for these evaluations.

(3) Greater emphasis should be placed on the enrollment of super-
vigors in the Performance Appraisal Workshop conducted by the Office
of Training. Currently, there is no mention in Agency Regulations
concerning training of supervisors in the use of the Fitness Report
or performance evaluation.
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(L) The current Fitness Report program is generally in tune
with up-to-date developments on job performance evaluation and
is well suited to the Agency's need for such a system, although
certain changes can be made in the program Lo improve its useful-
ness in the foreseesble future.

Recommendations:

(1) Place the employee signature block as the last item on
the Form and revise the certification statement to indicate that
the employee has seen all entries on the Form.

(2) Add in the certification block an invitation to the em-
ployee to attach any comment (not necessarily in rebuttal) which
he feels will contribute to the record of his Jjob performance and
reguire him to check an appropriate box indicating that he has or
has not chosen to do so,

(3) Revise the Fitness Report Instructions to reemphasize
that evaluations and narreative comments should relate to Jjob per-
formance and that any comments concerning potential should be con-
fined to factors related to job requirements.

(4) Include in the Instructions a requirement that reviewing
officials confine their comments to the evaluation of the person
being rated and not to include an evaluation of the rating offi-
cial.

(5) 1Include in the Instructions a requirement that rating
officials comment on the rating performance of those employees
who are themselves rating officials.

(6) TForward a copy of the revised Fitness Report Instructions
with each set of three Fitness Report Forms for review by the
rating and reviewing officials before completing the Fltness
Report.

('7) Revise Agency Regulations to make the Deputy Directors
responsible for providing instructicns and guidance in adapting
the use of Fitness Reports so as to best evaluate the job per-
formance of employees within theéir areas of Jjurisdiction.

(8) Revise Agency Regulations to meke the Deputy Directors
responsible for providing guidance to the Heads of Career Serv-
ices under their Jurisdictions in developing and administering
systems for appraising such factors as promotability and career
potential.,
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(9) Revise Agency Regulations to make the Director of Training
responsible for providing instruction in job performence evalu-
ation for all supervisors, including instruction in the use of
the Fitness Report Form and emphasizing the development of skills
in conducting job performance evaluation interviews.

b. After the meeting Mr. Colby approved the report and directed
the Director of Persomnel to implement it with the following additions:

(1) Letters of Instruction will be used by all to esbablish
what is expected from the individual; i.e., goals and objectives.
Ratings then will relate to how individual achieved the established
objectives.

(2) Mr. Colby wants the employee to review the rater's com-
ments and then to comment himself as he desires, The reviewing
officer then adds his comments and the ratee sees the entire

report,

2. Recommendation

Tt is recommended that the Director of Personnel initiate implementa-
tion of the approved changes in the personnel evaluation system by re-
questing publication of modifications to Agency regulations and the
Fitness Report format and Instructions as shown in Tab B.
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1. Approved Recommendations

-

a., Place the employee gignabure block as the last item on the Form and
revise the certification statement to indicate that the employee has seen all
entries on the Form.

b. Add in the certification bhlock an invitation to the employee to attach
any comment (not necesgarily in rebuttsl) which he feels will contribute to the
record of his job performance and require him to check an appropriate box indi-
cating that he has or has not chosen to do so.

¢. Revise the Fitness Report Instructions to reemphasize that evaluations
and narrative comments should relate to job performance and that any comments
concerning potential should be confined to factors related to job requirements.

d., Include in the Instructions a requirement that reviewing officials con-
fine their comments to the evaluation of the person being rated and not to
include an evaluation of the rating official.

e. TInclude in the Instructions a requirement that rating officials comment
on the rating performance of those employees who are themselves rating officials.

. Yorward a copy of the revised Fitness Report Instructions with each setl
of three Fitness Report Forms for review by the rating and reviewing officials
before completing the Fitness Report.

g. Revige Agency Regulations to make the Deputy Directors responsible for
providing instructions and guidance in adapting the use of TFitness Reports so as
to best evaluate the job performance of employees within their arcas of jurisdiction.

h. Revise Agency Regulations to make the Deputy Directors responsible for pro-
viding guidance to the Heads of Career Services under thelr jurisdictions iu de-
veloping and administering systems for appraising such factors as promotability
and career potential.

i. Revise Agency Regulations to make the Director of Training responsible
for providing instruction in job performance evaluation for all supervisors,

" including instruction in the use of the Fitness Report Form and emphasizing the

development of skills in conducting job performance evaluation interviews.

2. After the'meeting Mr. Colby approved the report and directed the Director
of Personnel to implement it with the following additions:

a. ILetters of Instruction will be used by all to establish what is expected
from the individual; i.e., goals and objectives. Ratings then will relate to
how individual achieved the established objectives,

b. Mr. Colby wants the employee to review the rater's comments and then to
comment himself as he desires. The reviewing officer then adds his comments and
the ratee sees the entire report.

"‘;—
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PERSONNEL EVALUATTON

POLICY. TIvaluations of employees' job performance and of their

relative capabilities and potential are inherent in persomnel

management and should be as objective as possible. The Agency's

pergonnel evaluation program includes an Agency-wide system for

job performance evaluation and competitive evaluation systems suited

o the selection requirements of the Directorates and the Career

Services.

(1)

(2)

Performance Evaluation. The Agency's performance evaluation
system is designed to promote communication and understanding
between supervisors and employees with respect to their per-
formance of their assigned duties and to provide an official
record of employees' job performance in terms of Agency-wide
criteria.

Comparabive Evaluation. Systems “or eva’uating the relative
capabilities and potential of employees are designed to facili-
tate selection decisions involving their utilization, promotion
and retention. These systems should include comparative evalu-
ations of all factors pertinent to the selection decision and
should exclude consideration of factors which have no real
bearing on the decision. The results of these comparative
evaluations are of transient value since they pertain to com-

parisons between members of particular groups and to specific

C~0-N-F=I-D-E~N-T-I-A-L
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selection considerations at given points in time. They are

not recorded in official Agency records and usually are not

made known to the employees concerned.

. PERFORMANCE EVALUATION. Continuous evaluation of the performance
of employees by thelr supervisors is an essential clement of the
Agency's personnel management program.

(1) Policy.

(a) Supervisors will ensure that employees understand the
nature and scope of their duties and regsponsibilities
ard are continuously advised as to the effectiveness
of their performance.

(b) Evaluations of the performence of staff employees and
staff agents will be recorded in official Agency per-
sonnel records at least‘once each year. Employees will
be shrm the remorts of their performance evaluations
except when operational circumstances, security consider-
ations or other unusual conditions make it impractical
or ill-advised to do so. If he does not show the em-
ployee his performsnce evaluation report the supervisor
will explain in the report the reasons for such action.

(2) .Letters of Tnstruction. Supervisors will provide employees
written statements of the nature and scope of their work.

These statements will be revised to record any significant

change in their duties and responsibilities. Supervisors

C-0-N-F-I-D=-E-N-T~I~A-L
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will also participate with employees in defining annual

performance objectives and action plens which specify the

timing of results which the employees intend to accomplish,

These objectives and plans establish the standards for

evaluating each employee's performance in terms of his

productivity during the following year. Performance ob-
jectives and action plans will be revised to record signi-
ficant qualitative or quantitative changes in productivity
goals.

(3) Recording Performance Evaluations

(a) The Fitness Report (Forms 45, USk, and L5m) will be used
to record performance evaluations and will be prepared
and submitted in accordance with the inastructions con-
tained in Forms 45i, Directiong for Completing Forms 45,
5%, and 4Sm, Fitness Report.

(b) A memorandum in lieu of Form L5 is permitted for employces
in grade GS-1L and above when it is clearly established
that such a substitute is appropriate and not merely an
avoidance of specificity. When a memorandum is used,
care should be taken to ensure that the purposes of a
Fithess Report are observed., The memorandum will be
prepared in accordance with instructions contained in
Form 45i. A memorandum in lieu of Form 45k or L45m will
not be used for a Carecer-Provisional Imployee.

(e¢) Promotion recommendations will not be made on Fitness

Reports.
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Submission of Reports (No change)

Notice of Fitness Reports Due and Delinquent (No change)

Responsibilities

(a)

()

(a)

The Director of Personnel is responsible for developing
and monitoring the Agency's program for producing timely
and uséful records of the evaluations of employees' Job
performance,

The Director of Training, in consultation with Operating

Officials, is responsible for providing their supervisors

with instruction in job performance evaluation for all

supervigors including the development of Letters of

Tnstruction, performance objectives and action plans, the

conduct of performance evaluation interviews, and the use

of the Fitness Report Form,

Deputy Directors arec responsible for providing instruc-

tions and guidance in adopting use of Fitness Reperts so

as to best evaluate the job performarce of employecs
within their areas of Jjurisdiction,

The Ileads of Independenﬁ Offices, Operating Officials,

and supervisors are responsible:

(1) Tor cnsuring that employees are informed continuously
as to the nature and scope of their duties and
responsibilities;

(2) Tor assisting employees in defining annual per-

formance objectives and action plans;

Ly
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(@) For continually informing employees of the
effectiveness of their job performance; and,

(4) Tor reporting evaluations of employee performance
in Fitness Reports in accordance with paragraph (3)
above,

(7) Appeals., In addition to adding his comments to his Fitness
Report, an employee who so desires may appeal his performance
evaluation in accordance with provisions of[:::::::] Grievance 25X1
Procedure.

¢. COMPARATTVE EVALUATION. Deputy Directors will guide the Heads of

Career Secrvices.under their jurisdietion in developing and admin-

istering systems for comparing the relative capabilities and

potential of employees as pertinent to their selection for assign-
ment, advancement and retention. nThe Director of Personnel will
assist in the development and operation of such comparative
evaluation systems and will review them from time to time to

ensure their continuing relevance to the selection factors under

consideration,

5
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SECTION A — GENERAL

The items of this section should be completed by the appro-
priate administrative or personnel officer. Special instructions
for completing or omitting items of this part of the report
should be carefully observed on Field Transmittal — Fitness
Report, Form 45q.

SECTION B — QUALIFICATIONS UPDATE

Use this Section to indicate whether the employee’s qualifica-
tions are updated during this reporting period, and whether
they are attached.

SECTION C — PERFORMANCE EVALUATION OF SFECIFIC
DUTIES AND OVERALL PERFORMANCE IN
CURRENT POSITION
Rating Scale
The rating scale as set forth in this section in Forms 45, 45k,
and 45m, Fitness Report, is to be used to reflect evaluation of
Specific Duties and of Overall Performance. Use a single
rating letter without the addition of decimals, plus or minus
signs, or other modifications. In making your selection of the
adjective evaluation for Section C and in completion of the
narrative in Section D the following fuctors should be con-
sidered as appropriate: [Contribution to ELQ|

Cost Consciousness Mobility
Security Consciousness Initiative
Ability to Think Clearly Versatility

Productivity
Decisiveness
Resaurcefulness
Cooperativeness
Records Discipline

Supervisory Effectiveness
Acceptance of Responsibility
Foreign Language Competence
Effectiveness of Oral Expression
Effectiveness of Written Expression

Rating of Performance of Specific Duties
In this section the supervisor will list in order of importance
the most significant duties the employee has performed dur-
ing the rating period. Each duty shall be described in suf-
ficient detail to provide informaticn which may be useful later
in considering individuals for other assicnments. Your evalua-
tion should be recorded by enteriny e appropriate ieiter
in the box provided for your evaluation of each duty.

LA T PR 5 ETSOUIER | BN , PR SR la Coinen Y
sensitivity to the principles :;UTES”;:naddmon
of equal employment opPOTLUNItY consider the em-
and advancement and his tivity, working re-

lationships andpadaptability in order to arrive at a rating

which will reflect an employee’s overoll value on the job.

Although promotability may be considered in the evaluation,

no specific promotion recommendations will be made on

Fitness Reports. (Promotion recommendations will be made in

accordance with STATINTTL
SECTION D -~ NARRATIVE COMMENTS

In this section the supervisor describes the employee’s demon-
strated obilities or deficiencies in the performance of his_pres-.
ent job, Except for Career Frovisional Employee as specified
below, any comments concerning potential should be con-
fined to fuctors related to curreni work requirements _and
within the control_of the rating or_reviewing_ officials| Full
narrative comments should be made on each appropriate
element. The narrative comments may include reference to a
specific duty. Any weakness noted in a prior year’s fitness
repert must be commented on in the subsequent fitness report.

2

S’

Statements such us “no change from previous report’” will
not be used. Any relatively high or low ratings in Section C
should be explained or amplified by supporting statements.
In addition, the supervisor may comment here on any ex-
tenuating circumstances which might affect the productivity
and effectiveness of the employee. Comment should be made
on the relative performance of the person being rated with
other people known to the rater doing comparable work.
Manner of performance of managerial and supervisory duties
and cost consciousness in the use of personnel, space, equip-
ment, and funds must be commented on for all employees
who have responsibility for managing Agency assets.[Thees
comments must include an evaluuiion of the employee’s per-

formance in_rating _subordinates, [ {If "The employea being
rated does not have such responsibilities, a statement to that
effect must be included.) In evaluating managerial and super-
visory effectiveness, the {ollowing factors should be con-
sidered:

Delegation of responsibility

Establishment and maintenance of clear lines of authority
Use of personnel, space, equipment, funds, etc. '
Formulation and coordination of programs

Developing teamwork

In completing the ratings on Career-Provisional Employees,
comment should be made on the intent, capability, and desire
of the employee to fulfill the service obligations of the Career
Service to which he is assigned. All reports for Career-Pro-
visional Employees, including Reassignment and Special re-
ports, will contain specific statements concerning (1) the
employec’s suitability for continued service and (2) his poten-
tial for conversion to a Career Employee. The 30-month
reports will be forwarded with Form 45r containing the recom-
mendation of the Head of the employee’s Career Service as
to whether he should be converted to o Career Employee.

SECTION E — CERTIFICATION AND COMMENTS

Rating officers will certify on the Fitness Report that poor
performance, when it occurs, has been a subject of discus.
sion with the employee preferably before but at least at the
time of the fitness report.

Reviewing officials are responsible for assuring that all re-
ports made by rating officials under their jurisdiction are con-
sistent and reflect uniform standards of reporting. Through
the counseling and supervision of rating officials, reviewing
officials can play a major role in improving the operation
of the Fitness Report program.

In addition, reviewing officials should, as a motter of prac-
tice, provide their own evaluation by positive ccmment on the
performance of the individual being rated. If the reviewing
official is in substantial disagreement with the rating official
he should discuss the evaluation with the rating official and
jthe employee. Follow-up action on the Marginal and Un-
satisfactory ratings is also a reviewing official responsibility.

The person being rated may attach to his Fitness Report a
memorandum containing any comment which he feels will
contribute to the record of his job performance. The memo-
randum will be attached to the original for inclusion in the
Official Personnel Folder.

When o person departs an overseas station without having

Service 1o have the report shown to the individual.
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Indicute significant strengths or weoknesses demonstrated in current position keeping in proper perspective their relofionship to overall perfuimance.
suggestions made for improvement of work performance. Give recoramendations for training. Comment on fercign longuage competence, it required for

urrent position, Ampli i H 1 H H - . o . .
€ nt position, Amplify or explain retings given in Section C fo provide best basis for determining future pessennel oction. thanuer of jorformonce of

muﬂuqcrml or supervisory duties and cost consciousness in the use. of personnel, space, equipment and funds, must be commnn'rd o, lf «

extra space is needed to comp(etc Scrhon D aHa:h a scpumh, sher,i of papper.

SECTION E CERTIFICATION AND COMMENTS
1. BY SUPI’PVISOP
MONTHS EMPLOYEE HAS BEEN 7 TH15 REPORT HAS NOT BEEN SHOWN TO EMPLCYEE., GIVE EXPLANATION
UNDER MY SUPERVISION :
DATE UFFICT/. OITLE OF SUPLRVISOR TYPED OR PRINTED NAME AND SiGNATURE
I [ have {7 have not attached a stalement concerning this cvaluation of my performance.
DATE : SIGNATURE OF EMPLOYEE '
S . e o e e = - -
2. BY REVIEWING OFFICIAL

COMMENTS OF REVIEWING OFFICIAL

DATE OFFICIAL TITLE OF REVIEWING OFFICIAL TYPED OR PRINTED NAME AND SIGNATURE

3. BN EMPLOYEE

I certify that 1 have scen the entries in all sections of this report.

DATE SIGNATURE OF EMPLOYEE

\ AT, £ i TN i 4 LT B
. CLASSIFICATION
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